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"Rank does not confer privilege 
or give power. It imposes 
responsibility?' 
- Peter F. Drucker 
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Purpose 
Purpose of this guide 
Recognizing that we value delivering business results through the execution of our Management System, this 
guide is designed to help better understand and more effectively apply our Management System to create and 
enhance customer value. Because our management system is a framework for "thinking through" 
leadership and management issues and concepts, achieving a full understanding requires application, reflection, 






• Others in formal or informal leadership roles 
Questions Addressed 
• What is the history of our management system? 
• What are the components of our management system? 
• What specific actions should I focus on to improve my performance and the performance of my 
direct repor ts? 
• How does our management system benefit the organization in attaining business results? 
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Introduction 
Whether you are new to managing and leading at Blue Cross and Blue Shield of Florida or you have worked 
with us in managing and leading for some time, this guidebook will help you understand, or refresh what you 
already know about the cornerstone of our company's long record of success, our system of management. In 
its more than 25 years of existence, the tenets and principles expressed in our system of management have 
guided us through tumultuous change in the healthcare industry. We recognize that significant change also lies 
ahead, creating future challenges and opportunities for us. 
Effectively providing for and servicing the healthcare needs of Floridians continues as the mission of our 
company. We plan to continue to meet this challenging mission through established systematic processes. 
Those of you who have been here for some time may be thinking that in a rapidly changing business 
environment we need new ways of managing and leading. You are absolutely right! And it is for this reason that 
the BCBSF Management System was designed with the flexibility to incorporate changing business needs. 
The BCBSF Management System maintains as its foundation, our values of participation, inclusion, emphasis on 
systematic analysis, and the development of our people. 
The purpose of this interactive workbook is to provide you as a manager and leader at Blue Cross and Blue 
Shield of Florida with an in-depth view of the BCBSF Management System, associated principles and tools, and 
an understanding of how the management system is designed to continually enhance business 
outcomes. The principles, tools and frameworks associated with our management system are designed to 
provide assistance and guidance to you in ensuring that we achieve our mission in accordance with our 
long-standing values. 
In "New Orientations for the Future," Jay Earley and Kelley Rainwater eloquently remind us that: 
The requirements for successful business leadership are changing dramatically. Until recently, having 
operational savvy, vision, business knowledge, and "people skills" were enough to be a successful leader. In the 
future, more will be demanded. 
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Because of changing social, technological, environmental and business conditions, leaders need to be able to 
create organizations that 
• respond more quickly and innovate at every level, 
• provide an atmosphere where individuals find meaning, connection, balance, and growth, 
• use change, conflict and differences as springboards for growth and creativity, 
• encourage individuals to draw on a multitude of external and internal resources to leverage their 
contributions and realize their full potential, 
• care about external suppor t systems such as the community, society and natural environment , 
• foster physical and psychological well-being, 
• interact with one another from a strong sense of trust , open communication, commitment, responsibility, and 
awareness, and 
• promote individuals for their competence, character and ability to be a role model to others. 
We believe that we can create such an organization through a continued commitment to: 
• our par ticipative philosophy, 
• our willingness to stay true to our values, 
• our systematic approach to managing and leading our business, 
• our valued employees, and 
• our emphasis on continuous development for those who lead and manage others. 
Throughout this workbook, we have provided natural stopping points where you or the group with which 
you are working can discuss and reflect on applications of the content and concepts associated with our 
management system. We have also provided "side bar" questions and "check yourself" type exercises in 
several areas of the workbook that we hope will be of assistance in applying our management system. Finally, 
please note that this type of guidebook is something new for us. We welcome and encourage your feedback 
- good or bad - as you and your teams will ultimately be the judge of its value. 
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Foundational Direction 
Mission Vision Values 
Management 
Philosophy 
The BCBSF Mission, Vision, Values and Management Philosophy support and form the foundational direction 
for our system of management. 
In addition to our Mission, Vision, Values and our Management Philosophy, our commitment to an inclusive and 
par ticipative environment and approach to solving problems and making decisions under-girds our Management 
System. It is tremendously challenging and complex to deliver affordable and meaningful 
health care choices to customers in an environment where the velocity of change seems to continually increase. 
Therefore, while striving for and recognizing the importance of individual excellence, we place great emphasis 
on the importance of teamwork and group work. Without a doubt , the value of the talent that 
individual employees bring to our company is immense. Yet, we believe that our commitment to building 
highly effective teams, inclusion, and broad participation provides us with the greatest opportunity for 




Our Company Mission 
We believe Blue Cross and Blue Shield of Florida has a unique role in advancing the health and well being of 
Florida's citizens. While all successful companies must focus on meeting customer needs, our corporate beliefs 
call for a much greater commitment to the public good. Our purpose requires working for public policy that 
enables an excellent. ef ficient health system: affordable products and services; and protection for as many 
Floridians as possible. It also demands that our programs suppor t the delivery of high quality care. Through our 
products, employee relations, political influence, and community involvement , we consistently at tempt to make 
a constructive contribution to the well being of our customers and all Floridians. 
A financially strong. independent. policyholder-owned parent company is most conducive to pursuing our 
community-driven. customer-focused mission. This allows us the flexibility to use various structures, as 




A company focused primarily on the health 
industry, delivering value through an array of meaningful 
choices. 
As a leader, how do I connect this vision to the work of my team? 
Notes 
How can I relate the concepts of delivering value through meaningful choices to the work of my team? 
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Foundational Direction 
BCBSF requires individuals with sound 
technical and interpersonal competencies 
who can work effectively in a team-based 
environment. 
BCBSF believes that the best business 
outcomes occur in a participative environment 
where strong business relationships are 
developed and maintained. 
How can I, as a leader and manager, improve the performance of my team by emphasizing our Values? 
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Foundational Direction 
Our steadfast commitment to realizing our mission requires that we, as employees, approach our work within a 
common framework. Some companies refer to this common framework as their credo, their set of beliefs or their 
core values. The common set of principles or our core beliefs for how BCBSF works towards achieving its 
mission is found in its management philosophy. It is this philosophy that expresses how we manage, lead and 
establish our leadership climate. 
Our Management Philosophy 
• We work every day to create value for our customers and understand that the service we provide to our 
customers and stakeholders is the foundation of our success. 
• We treat everyone with dignity, trust and respect. 
• We encourage professional debate and resolve conflicts by focusing on issues not individuals. 
• We embrace our differences, new ideas and diverse thinking and strive to ensure our workforce reflects the 
diversity of the communities we serve. 
• We value everyone's par ticipation and recognize this is the way to build understanding and commitment and 
increase the quality of our decision-making. 
• We hold each other accountable for performance-based results and expect colleagues and teammates to 
achieve planned business results in a manner that is consistent with our Mission, Vision and Values. 
• We communicate openly and honestly. 
• We accept responsibility for our own growth and development and look for opportunities to develop others as 
well as ourselves. 
• We believe in giving back to the communities where we live and do business, and encourage everyone to make 
a difference by volunteering their time and talent to community service. 
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Foundational Direction 
BCBSF Management Philosophy 







BCBSF Management Philosophy 
What steps can I take as an individual and as a leader 
to encourage and ensure open and professional debate 
of issues? 
Why do we consider group processes and 
teamwork so important? 
Team Exercise 
Discuss the key differences in outcomes that are likely to result from participative decision-making and individual 
decision-making. Is participative decision-making always the best way to make decisions? Why? 
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"If you would understand 
anything, observe its beginning 
and its development?' 
-Aristotle 
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BCBSF Management System 
History 
In 1979, making the transition to what was to become Blue Cross and Blue Shield of Florida required a 
systematic methodology and philosophy for addressing problems on an ongoing basis and for ensuring that 
we optimize opportunities to grow and expand the business. It was during this time frame that the belief 
was solidified that a successful company was dependent upon the effectiveness of teams and groups. This 
belief could not be truer today. The complexity of issues related to health care requires 
sustained attention from a wide array of talented teams. Additionally, a fundamental principle of our 
management system that continues to guide the operation of the company today is broad participation by 
employees at all levels of the company. 
With assistance from the University of Chicago, BCBSF implemented a research-based management 
system that supports using a disciplined approach to management and leadership, an emphasis on 
teamwork,  and critical contributions from individual excellence. 
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"I can give you a six-word formula 
for success: Think things through, 
then follow through?' 
- Captain Edward V. Rickenbacker 
"Thought is action in rehearsal?' 
- Sigmund Freud 
18 
BCBSF Manageinent Systein 
A FraIDework for Thinking 
The BCBSF Management System is a framework for thinking about Management and Leadership. This 
framework requires you to think systematically through the implications of each component for both the formal 
and informal organization. 
Components 
The BCBSF Management System consists of the following .components: 
Disciplines - Leadership and Management 
Areas of Focus - Four specific areas that we believe should be the focus of effective leadership and 
management (Work, People, Relationships and Situations, and Ideas) 
Key Success Factors - What leaders and managers must do to effectively manage and lead (Communicating, 
Coaching, Problem-Solving, Judgment and Decision-Making and Goal Setting) 
Management Functions-What is expected of leaders and managers to effectively lead and manage at BCBSF. 
The 16 management and leadership functions are used to clarify one's role; his/her accountabilities and the 
freedom one has to act (authority level) 
Competencies - The knowledge, skills, abilities, attitudes and behaviors that leaders and managers must 
possess and demonstrate to effectively carry out the Management Functions 
19  
BCBSF Management System 
BCBSF Management and Leadership Disciplines 
Management is often described as providing order. 
Important elements of Management include: 
• Planning and budgeting 
• Organizing and staffing 
• Controlling and problem solving 
• Producing productivity and order 
• Providing order and direction 
Leadership requires a constant focus on creating 
change to meet changing market conditions and 
customer requirements. Important elements of 
Leadership include: 
• Creating and communicating a vision 
• Aligning people behind the vision 
• Motivating and inspiring 
• Focusing on change 
Management and Leadership are two separate disciplines, yet both are required to 
achieve organization effectiveness. John Kotter describes in detail how these disciplines differ ... 
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Coinparing Manageinent and Leadership 
(Kotter, 1990) 
Creating an agenda 
Developing a human network 




Planning and Budgeting - establishing 
detailed steps and timetables for 
achieving needed results, and then 
allocating the resources necessary 
to make that happen. 
Organizing and Staffing - establishing 
some structure for accomplishing 
plan requirements, staffing that 
structure with individuals, delegating 
responsibility and authority for 
carrying out the plan, providing 
policies and procedures to help 
guide people, and creating 
methods or systems to monitor 
implementation. 
Controlling and Problem Solving -
monitoring results vs. plan in some 
detail, identifying deviations, and 
then planning and organizing to 
solve these problems 
Produces a degree of predictability 
and order, and has the potential of 
consistently producing key results 
expected by various stakeholders 
(e.g., for customers, always being on 
time; for stockholders, being 
on budget). 
Leadership 
Establishing Direction - developing a 
vision of the future, often the 
distant future, and strategies for pro­
ducing the changes needed to 
achieve that vision. 
Aligning People - communicating 
the direction by words and deeds to 
all those whose cooperation may be 
needed so as to influence the cre­
ation of teams and coalitions that 
understand the vision and strategies, 
and accept their validity. 
Motivating and Inspiring - energizing 
people to overcome major political, 
bureaucratic, and resource barriers to 
change by satisfying very basic, but 
often unfulfilled, human needs. 
Produces change, often to a dramatic 
degree, and has the potential of pro­
ducing extremely useful change 
(e.g., new products that customers 
want, new approaches to labor 
relations that help make a firm more 
competitive). 
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BCBSF Managem_ent System_ 
The Four Areas of Focus of the Management Framework 
I. Managing the Work 
In managing the work, the emphasis is 
typically on: 
• Planning and forecasting 
• Setting objectives and priorities 
• Establishing goals, clarifying accountabilities and 
assigning work 
• Utilizing management and financial controls 
• Managing company assets 
.. 







II. Managing the People 
Effectively managing and leading people emphasizes: 
• Planning and building an effective organization 
• Communicating effectively 
• Coordinating with others 
• Maintaining employee morale 
• Motivating, recognizing and rewarding others 
• Coaching and developing others 
• Managing performance 
• Engaging in ongoing self-development 







III. Managing Relationships & Situations 
Optimizing relationships and situations typically 
emphasizes the following: 
• Managing business and public relationships 
• Communicating effectively 
• Coordinating with others 









IV. Managing the Ideas 
The following points relate to managing the ideas: 
• Developing, prioritizing and implementing strategy 
• Setting policy and procedures 
• Managing creativity and innovation 








"Make no mistake, we all have weaknesses and we all 
need development to go forward. The best way to do 
that, I think, lies within the individual. You have to do 
an assessment of what your capabilities are. Then you 
have to have an improvement plan or a development 
plan that you're comfortable with, that your manager's 
comfortable with, and anyone else that you want to use 
as coaches are comfortable with in helping you make 
improvements in selected areas. The key is to use 
opportunities to practice those things that we don't do 
very well and then get feedback from others?' 
- George Cassady 
Vice President, 




Managing the Work Self-check 
Most of Some of I need to do 
the Time the Time this more 
Planning and forecasting - I develop, obtain approval, establish and 
disseminate plans for the organization, which are arrived at by sound 
y forecasting and aimed at achieving short and long-term 
organization objectives. 
Setting objectives and priorities - I establish goals for the 
organization, set targets, and I ensure that employees know and 
understand the objectives established for the organization. y 
Establishing goals, clarifying accountabilities and assigning 
work - I clarify employees' job functions, responsibilities, authority and 
re lationships ; I set individual objectives for accomplishment that are 
specific, significant, measurable, and scheduled. 
Utilizing management and financial controls - I have in place 
systems of management controls to highlight problems, prevent losses, 
y 
and furnish information upon which operating decisions may be based. 
Managing company assets - I know and understand policies 
applicable to the management of assets, and I ensure that assets are 
�-used efficiently. 
TOTAL 
Based on this self-check, what improvements can you make in Managing the Work? 
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Managing the People Self-check 
Most of Some of I need to do 
the Time the Time this more 
Planning and building an effective organization - I p lan  and bu i l d  
>-an effective organ izat ion .  
Communicating effectively - I deve lop, eva l uate and improve the 
organ izat ion's commun icat ions system. � 
Coordinating with others - I coord i nate work activit ies with in  
the organ ization and  i nteg rate these activit ies wi th  others for \ 
cooperative effort .  
Maintaining employee morale - I take actions to bu i ld posit ive 
employee att itudes and mora le  and a sense of be long ing  and 
identif icat ion wi th  the organ ization .  
Motivating, recognizing and rewarding others - I support and 
admin ister prog rams with i n  the organ izat ion, wh ich a re a imed at 
motivat ing employees and I per iod ica l ly  review and eva l uate the 
effectiveness of the prog rams and the i r  adm in i strat ion .  
Coaching and developing others - I coach employees i n  the 
performance of the i r  respons ib i l i t ies and deve lop with them a program x of self-deve lopment to improve performance on the i r  jobs. 
Managing performance - I review the work prog ress and prob lems 
of my d i rect reports, assess i nd iv idua l 's potent ia l  and promotab i l ity, and X 
i n it iate a program of deve lopment with each ind ividua l . 
Engaging in ongoing self-development - I ana lyze my own 
strengths and  a reas for improvement ;  formu late own career a ims and 
goa ls ;  and estab l i sh  and  ca rry out p lans  for self-d i rected i\ 
self-deve lopment .  
TOTAL 
Based on th is  self-check ,  what improvements can you make in Manag ing the Peop le?  
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Managing the Relationships 
and Situations Self-check 
Most of 
the Time 
Managing business and public relationships - I develop and form 
relationships as are necessary or desirable in the best interest of >( 
the organization. 
Communicating effectively - I develop, evaluate and improve the 
organization's communications system. 
Coordinating with others - I coordinate work activities within 







Based on this self-check , what improvements can you make in Managing the Relationships and Situations? 
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I need to do 
this more 
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Managing the Ideas Self-check 
Most of Some of I need to do 
the Time the Time this more 
Developing, prioritizing and implementing strategy - As 
appropriate and to ensure progress toward our mission and vision, I 
develop, prioritize and implement strategy. 
Setting policies and procedures - I understand, interpret and 
enforce policies, rules and procedures ; and originate policies, rules and )( 
procedures applicable to the organization. 
Managing creativity and Innovation - I create the proper climate to 
promote creativity; encourage employees to think , try new ideas, and 
seek better ways to perform their work assignments. 
TOTAL 
Based on this self-check , what improvements can you make in Managing the Ideas? 
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The Four Areas of Focus 
Summary and Self-Check 
BCBSF strongly believes that creating long-term value for our customer requires highly effective 
management and leadership. 
Highly Effective Managers and Leaders 
• Manage the Work 
• Manage and Lead People 
• Manage Relationsh ips and Situat ions 
• Manage Ideas 
Scoring the Four Areas of Focus 
Add up your "Totals" 
Work 
Most of the t ime 
Some of the t ime 
I need to do th is  more 
Relationships 
and Situations 
Most of the t ime 
Some of the t ime 








Most of the t ime 
Some of the t ime 
I need to do th i s  more 
I Ideas 
I Most of the t ime 
I Some of the t ime 




Our  management syste m is descr ibed as a "framework for 
thinking. " What does that mean?  
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"The next component of the management system we 
call KEY SUCCESS FACTORS.  Effective performance of 
the Factors facilitate achieving the required outcomes 
associated with the Four Areas of Focus .  We believe 
that every manager in the company has a requirement 
to lead and manage People, Work, Relationships and 
Situations, and Ideas using the communicating factor, 
the employee development ( coaching) factor, the 
problem solving, judgment and decision-making 
factor and the management planning factor which 
we call objective or goal setting?' 
- George Cassady 
Vice President, 
Organization Development (Retired) 
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BCBSF Managen1ent Systen1 
The Key Success Factors for Leading and Managing 
Key factors critical in achieving required business outcomes. 
COMMUNICATING 
PROBLEM SOLVING, 




1 7  
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BCBSF Manageinent Systein 
Defining the Key Success Factors for Leading and Managing 
Effective communicating 
requires: 
• Effective listening, 
questioning and 
feedback 
• Building individual and 
group understanding 
• Strong conference 
leadership skills 
Reaching the best 
possible business 
outcomes requires: 
• Systematic processes for 
"thinking" through a 
business problem and 
reaching a decision 
• Individual and group 
problem solving 
• Conflict resolution skills 









Effective coaching :  
• A "helping relationship" 
(direct reports, peers, 
upward) 
• Setting the climate 
• Five Step Coaching Process 
1 .  Clarify job/role 
2 .  Review progress 
and problems 
3. Establish priorities 
4. Set objectives 
5. Review results/re-plan 
Planning, clarifying and 
establishing objectives 
Programming the 
management of work to 
accomplish objectives 
that cross organizational 
boundaries 
35 
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BCBSF Manageinent Systein 
Applying the Key Success Factors 
How these success factors are carried out is critical. For example, coaching employees to improve 
the timeliness of their work by "coaching" them in front of their peers, or in any type of group setting, is not 
appropriate or acceptable behavior within our value structure. However, listening to an employee to determine in 
what ways you could be helpful to them in accomplishing work outcomes within specified time requirements 
would be acceptable. In this example, both intimidating behavior and effective listening behavior represent the 
"how" or the competencies for coaching. However, one behavior is acceptable within our value structure while 
the other one is not. 
Communicating 
What techniques for effective listening have you found 
helpful? 
Problem Solving, Judgment and 
Decision Making 
In what ways could the quality of decision-making improve 
on your team of peers? 
Coaching 
I n  what ways does your style differ when you are 
coaching for performance or coaching for development? 
What outcomes should be common to both coaching 
processes? 
Goal Setting 
In conducting objective and goal setting with your team, 
what processes have worked well? What have not? 
36 
BCBSF Management System 
Our Management Functions 
For Setting Objectives, Clarifying Roles, Establishing Goals, Key Accountabilities and Responsibilities and 
Freedom to Act (Authority) 
• Coaching and developing others - Coach employees in the performance of their responsibilities and develop 
with them a program of self-development to improve performance on their jobs. 
• Communicating effectively - Develop, evaluate and improve the organization's communications system. 
• Coordinating with others - Coordinate work activities within the organization and integrate the activities with 
others for cooperative effor t .  
• Engaging in ongoing self-development - Analyze own strengths and areas for improvement; formulate own 
career aims and goals; and establish and carry out plans for self-directed self-development. 
• Establishing goals, clarifying accountabilities and assigning work - Clarify employees job functions, 
responsibilities, authority and relationships; set individual objectives for accomplishment that are specific, 
significant, measurable, and scheduled. 
• Maintaining employee morale - Build positive employee attitudes and morale and a sense of belonging and 
identification with the organization. 
• Managing business and public relationships - Develop and conduct relationships as are necessary or 
desirable in the best interests of the organization 
• Managing company assets - Know and understand policies applicable to the management of assets, and see 
that assets are used efficiently. 
• Managing creativity and innovation - Create proper climate to promote creativity; encourage employees to 




• Managing performance - Review the work progress and problems of direct reports, assess individual's 
potential and promotability, and initiate a program of development with each individual. 
• Motivating, recogn iz ing and rewarding others - Administer programs within the organization which 
are aimed at motivating employees; and periodically review and evaluate effectiveness of the plans and 
their administration. 
• Plann ing and bui ld ing an  effective organization - Plan and build an effective organization. 
• Plann ing  and forecasting - Develop, obtain approval, establish and disseminate plans for the organization, 
which are arrived at by sound forecasting and aimed at achieving short and long-term organization objectives. 
• Setting objectives and priorities - Establish goals for the organization, set targets, and ensure that 
employees know and understand the objectives established for the organization. 
• Setting pol icies and procedures - Understand, interpret and enforce policies, rules and procedures; and 
originate policies, rules and procedures applicable to the organization. 
• Uti l iz ing management and financia l  controls - Develop system of management controls to highlight 
problems, prevent losses, and furnish information upon which operating decisions may be based. 
38 
BCBSF Management System 
Tools and Resources 
Mapping the Management Functions to the Four Areas of Focus 
Work 
• P la n n i n g  a n d  forecast i ng 
• Sett i ng  objectives a n d  pr ior i t ies 
• Estab l i s h i ng  goa ls ,  c l a r ifyi ng  accou nta b i l i t ies 
and ass ig n i n g  work 
• Ut i l i z i ng  management  and f i nanc i a l  contro ls 
• Manag i ng  company assets 
Relationships 
and Situations 
• Managing business and publ ic re lationsh ips 
• Commun icat ing effectively 
• Coord i nat ing with others 
People 
• Plann i ng  and bu i l d i ng  an effective organ izat ion 
• Commun icati ng effectively 
• Coord i nat i ng with others 
• Ma inta i n i ng  employee mora le  
• Motivat ing,  recogn iz ing and reward ing others 
• Coach i ng  and deve lop ing others 
• Manag ing performance 
• Engaging i n  ongo ing self-deve lopment 
Ideas 
• Deve lop ing ,  pr ior i t i z i ng  and  
imp lement ing strategy 
• Sett i ng  po l i c ies and procedu res 
• Manag i ng  creat iv ity and i n novat ion 
39  
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BCBSF Manageinent Systein 
Tools and Resources for Management Planning and Conducting 
MBO Sessions 
Planning and MBO Matrix 
Management Functions Results/Outcomes 
A B C 
1 .  Setting objectives and priorities 
2 .  Planning and forecasting 
3. Planning and building an effective organization 
4. Utilizing management and financial controls 
5. Managing company assets 
6. Setting policies and procedures 
7. Establishing goals, clarifying accountabilities and assigning work 
8 .  Coaching and developing others 
9. Managing performance 
10. Motivating, recognizing and rewarding others 
1 1 .  Engaging in ongoing self-development 
12 .  Managing business and public re lationships 
1 3. Coordinating with others 
14. Maintaining employee morale 
1 5. Communicating effectively 
1 6. Managing creativity and innovation 
Which of these functions do I need to emphasize to accomplish the results and outcomes for which I am responsible? 
1 1  
D 
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BCBSF Manageinent Systein 
Tools and Resources 
Understanding Key Success Factors 
Communicating 
There are two resources available to ass ist managers and 
leaders in effectively communicating to groups and in 
leading effective meetings 
1 .  Two-Way Communication Pocket Guide 
2 .  Conference Leadership Skil ls Booklet 
( Effective Meeting Management) 
Problem Solving, Judgment and 
Decision Making 
Problem Solving Process 
Step 1 .  Define the problem 
Step 2. Prepare problem statement 
Step 3. Identify conditions a good solution yields 
Step 4. Gather data/facts 
Step 5. Identify alternatives 
Step 6. Establish criteria 
Step 7. Evaluate alternatives 
Step 8. Plan/Implement solution 
Coaching 
BCBSF Coaching Process 
1 .  Clarify the work activities 
2. Review progress and problems 
3. Establish priorities among problems 
4. Set objectives for accomplishment and development 
5. Review results 
Coaching for Improved Behavior 
1 .  Understand the issue and the person's perspective 
2. Determine what is "really so" - challenge assertion -
seek other perspectives 
3. Explore options, ideas and implications 
4. Formulate action plan and secure commitment 
Goal Setting 
Formulating Goals: 
1 .  Determine what is to be done (set goals in alignment 
with company direction and the Performance 
Management Process)  
2 .  Define how it wi l l  be accomplished (via operating and 
management plans) 
a. Decide who and what are your resources 
and who are your customers and stakeholders 
b. Determine who has responsibilities for each task 
c. Describe the measures for knowing that the goal 
was accomplished (e.g. ,  Group level scorecard or 
C Pls) 
41  
BCBSF Managenient Systeni 
Tools and Resources for Leading Change : The BCBSF Corporate 
Improvement Process and Kotter Change Framework 
Organization Readiness Processes 
Estab l i sh ing  a Sense of U rgency 
2. I Creat ing the Gu id i ng  Coa l it ion 
Deve lop ing a Vis ion and Strategy 
4. I Commun icati ng the Change Vis ion 
w u 
z 
Empower ing Broad-Based Act ion 
w u u 
z 





Conso l idat ing Ga ins  and Produc ing 
More Change 
8. l Anchoring New Approaches 
i n  the Cu lture 
Adapted from John P Kotter, "Why Transformation Efforts Fail," Harvard Business Review 
9 
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Areas of Focus 
Work People 




Sett ing objectives and pr iorit ies 
P lann ing and forecast ing 
Plann ing  and bu i ld ing an  effective organ ization 
Uti l i z ing management and fi nanc ia l  contro ls 
Manag ing company assets 
Sett ing pol ic ies and procedures 
l 
Key Success Factors 
Management Functions 
Estab l i sh ing goa ls, c la r ify ing accountab i l it ies 
and ass ign ing  work 
Coach ing  and deve lop ing others 
Manag ing performance 
Motivati ng ,  recogn iz ing and rewa rd i ng  others 
Engag ing i n  ongo ing self-deve lopment 
l 
Competencies 
Knowledge I Skills 1 1  Attitudes I 
Manag ing bus iness and pub l i c  re lationsh ips 
Coord inati ng with others 
Ma inta in i ng  employee mora le 
Commun icati ng effective ly 




BCBSF Manageinent Systein 
Self-check Assessment 
What professions are widely known 
to use common language? What are 
the advantages in having a common 
language in which to communicate? 
BCBSF places significant value on 
systematic approaches and processes. 
Why? 
BCBSF has long valued the "how" in achieving the "what " (business outcomes ) .  
What does this mean and why is the "how" so  important to long-term success? 
What are the characteristics of 
a climate conducive to open 
communication and respect? 
What would the leader be doing in 
this type of climate? 
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Self-check Assessment 
Related to your area of accountability (organizational unit , cross-functional project or initiative) describe : 
1 .  How are your  ant ic i pated bus i ness outcomes l i n ked or a l i gned to the "Foundationa l  D i rect ion" ? 
2. What i s  requ i red from the Management and Leadersh ip  
D isc ip l i nes to effective ly and eff ic ient ly ach ieve 
bus iness outcomes ? 
4. What Key Success Factors need to be emphas ized 
to rea l ize the bus i ness outcomes for wh ich you 
are accountab le ? 
3. What wi l l  you need to do to provide  needed emphas is  
on the Four  Areas of  Focus ?  
5 .  Re lated to you a n d  your  team, what management 
funct ions are strength s ?  What management funct ions 
represent areas for improvement?  How wi l l  needed 
improvements i n  management funct ions be ach ieved ? 
5 
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Organizational Benefits - Management System 
The BCBSF management system provides a systematic framework and a common language for leading and 
managing the organization. 
I t  establishes the foundation for ef fectively leading and managing change. 
It serves as a reminder that leaders and managers are expected to drive for business outcomes through 
par ticipative decision making, appropriate problem solving and with a balanced focus on Work , People, 
Relationships and Situations, and Ideas. 
I t  establishes the expectation for leaders to ensure a climate that is conducive to open communication and 
mutual respect .  
I t  ar ticulates our value for par ticipation and inclusion thereby, improving the quality of problem solving, judgment 
and decision-making. 
I t  serves as a long-term framework and guidepost for how we will achieve our mission. 
It serves as a reminder that leading and managing at Blue Cross and Blue Shield of Florida requires much more 
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